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SECTION 1.EXECUTIVE SUMMARY

The Center for Public Safety Management, LLC (CPSM) was commissioned to review the

operations of the  Billings Police Department. While our analysis covered all aspects of the

departmentds operations, partiyinwldedideatfyingeappropriite f ocus of
staffing of the department given the workload, community demographics, and crime levels; the

effectiveness of the organizational structure; and efficiency and effectiveness of division/unit

processes.

We analyzed the depa rtment workload using operations research methodology and compared
that workload to staffing and deployment levels. We reviewed other performance indicators

that enabled us to understand the implications of service demand on current staffing. Our study
involved data collection, interviews with key operational and administrative personnel, focus
groups with line -level department personnel, on  -site observations of the job environment, data
analysis, comparative analysis, and the development of alternatives an d recommendations.

Based upon CPSMO0s det ai IBidigsPalkeesDegadnmest, itis ou doncludior
that the department, overall, provides quality law enforcement services. The staff is professional

and dedicated to the mission of the departme nt. As you review this report, you will notice three
common themes that speak to operational challenges facing the department: (1) Facilities, or
lack thereof, (2) insufficient staffing at both mid -level supervisory and line levels, and (3)
organizational structure . Each of these has a significant and adverse impact on operational
efficiency and effectiveness, and ultimately, the quality of life for the business community,
residents, and visitors of the City of Billings.

Through out this report, we will str ive to allow the reader to look inside the department to
understand its strengths and its challenges. We sincerely hope that all parties utilize the
information and recommendations contained herein in a constructive manner to make a fine
law enforcement ag ency even better.

As part of this Executive Summary, following are general observations that we believe identify
some of the more significant issues facing the department . Many of these observations concern
department -wide issues rather than operations of specific units. Additionally, we have included

a master list of unit -specific recommendations  for consideration . We believe these
recommendations will enhance organizational effectiveness. Some of these recommendations

involve the creation of new job classifications ; others involve the reassignment/repurposing of

job duties to other sections and units. It is important to note that in this report we will examine

specific sections and units of the department . As we do so, and as appropriate, we will offer a
detailed discussion of our general observations and recommendations for each.

The list of recommendations is extensive.  Should the City of Billingsand the Billings Police

Department choose to implement any or all recommendations, it must be r ecognized that this
process will not take just weeks or even months to complete, but perhaps years. The
recommendations are intended to form the basis of a long -term improvement plan  for the city

and department.

We would like to emphasize that this list of recommendations, though lengthy, is a common
phenomenon in our operational assessments of law enforcement agencies around the country
and should in no way be interpreted as an indictment of what we consider to be a fine

department. Our work, by design, fo cusses on potential areas for improvement . Had we listed
areas in which the department excel s, that list would dwarf the number of recommendations.

Center for Public Safety Mana




GENERAL OBSERVATIONS

< The Billings Police Department operates out of multiple facilities . As aresult of thi s
decentralization, staff must routinely travel between multiple facilities to perform essential work
functions , which is inefficient . Facilities includ e:

D Downtown police headquarters  , which houses administration, supervisors, detectives,
records, and some support personnel

DTh e 0 héa rvehhouses personnel assigned to  field deployments such as patrol  and STEP.

DThe property and evidence facilityg, | ocated adjacent
D Off-dite offices that house multi  -agency task force personnel

D The Crime Prevention Center , which houses some volunteer services

D The outdoor firing range.

<Jai l services are provided by the YelThegaiwisrowimrelg County
overcrowded , causing a lack of space to house individuals arrested for a wide variety of
crimes, both violent and nonviolent. As a result, persons who are arrested are routinely
released on a citation to appear at a future date. Many do not appear  when dir ected , so

warrants for arrest are issued by the court. Still, without space to house the individual the
warrants cannot be served. In some cases, individuals accrue  dozens, even scores of

warrants. These individuals continue to pose a threat to the safety , peace, and serenity  of the
community .

< As we examined staffing levels throughout the department, we found that for some
assignments the need for additional staff ~ ing is immediate and urgent . This was especially true
for some patrol -related functions and for detectives , as well as for midlevel supervisory
positions throughout the department.

< The department greatly underutilizes civilian personnel. There are a number of functions
currently performed by sworn officers that could be performed by civilian emp loyees at a cost
savings, and in some cases with improved quality of the work product . This is the case for both
patrol and detectives.  The utilization of civilian personnel w ill greatly reduce heavy workload
demands on those personnel.  In some cases this will require the creation of a new job
classification (Police Service Officer).  In other cases, it will require incr easing the authorized
staffing level for the position  (such as for Identification Tech s), and expanding their  duties. As
we report on indivi dual divisions, we will more fully address this  situation . Finally, we will suggest
that the department create a civilian career ladder as part of a migration plan toward
increased utilization of civilian personnel where appropriate. This will be addressed in Section 7
following the reporting on the individual divisions.

< Within the next f our years, the department will see the retirement of most , if not all, of its upper -
level command staff, down through the rank of lieutenant and including civilian command -
level personnel . It is imperative that the department consider a structured succession plan,
including mentoring of the next generation of department leaders. While the plan must focus
on command -level positions, the development of future mid -management and first -line
supervisors must be considered as well. Exposure of all potential future leaders to a variety of
administrative assignments and tasks is essential to prepare them for these future
responsibilities.

< CPSM suggests tha t there is a need to modif y the organization structure to more closely align
comparable work efforts and improve command and control . For instance, while the




Operations Division oversees patrol, K9, and Billings Clinic officers  , each of whom serve as first
responders, the Professio nal Standards Division oversees traffic enforcement (STEP), including

on e-half of the K9 officers, the downtown deployment, the parks officer, and School Resource
Officers, all of whom also provide direct services as first responders . As well, the Domestic
Violence Investigator is assigned to the Professional Standards Division, and the Internet Crimes
Against Children Investigator is assigned to Operations Division. Both serve in detective roles,
at off -site locations, and neither are adequately supervise d or supported. Additionally, the
Assistant Police Chief has direct command of the Animal Control Unit, a responsibility more
appropriately tasked to a lower  -level command officer.  These are buta few example sof the
existing organizational alignment thatw  arrants consideration for revision.  In Section 8, a t the
conclusion of the operational assessment , we will provide additional information supporting

this recommendation

There is a significant under utilization of police -specific technolog ies throughout the
department. These technologies include case management software programs for criminal
investigations, personnel investigations,  specialized unit activities, and more. Rather, the
department relies heavily upon Excel spreadsheets to track mu ch of its workflow. In some
instances, the technology is readily available in existing department technologies. For
example, the department & present records management system has a module to track
criminal investigations, yet investigative staff indicate that it is too complicated, and therefore
they use spreadsheets. When CPSM attempted to review data for dates as recent as 2017 and
2018, we were told it is no longer available. Software programs are readily available to track
personnel investigations as well, including early warning systems for potential problematic
behaviors of employees. These and other programs and technology  are widely in use in nearly
every agency that we  have assessd. The department must embrace technology to
maximize its effectiven ess. More detail will be provided as we report on individual department
functions.

While transient - and mental health -related calls are perceived to be significant contributor sto
workload demands and  to have an adverse impact on business interests and th e quality of life
for Bill i ngdsompuees-aided rdisgtch (FADand records management system
(RMS) do not allow for isolation and collection of data related to these calls. The absence of
such data limits accurate and detailed analysis of the scope of the problem and leaves only
anecdotal evidence as the source from which to plan a path forward in addressing it. A
simple fix will be offered.

Our e ffort to identify workload for specific divisions and/or units was made difficult by how
responder identification is handled. T he CAD system is set up to use employee badge
numbers rather than division and/or unit specific call sign identifiers. As personnel are
promoted, transfer between assignments mid -year, or work on an overtime assignment ina
division outside of their normal assignment ( e.g., a patrol officer working overtime at the Billings
Medical Clinic), the use of their  badge number to identify workload  distribution provides
inaccurate data in some instances. Division/unit -specific call signs (e.g., BC for Billings Medical
Clinic) should be used so that, for example , a patrol officer working a Billings Medical Clinic
overtime could be assigned a BC call designator for that overtime assignment. Their work for

that period then could be attribute d accurately to the Billings Medical Clinic rather than

Patrol.

Over the past few years, agencies have hurried to deploy body cameras without the policy
preparation or the resources required to store and manage the camera s fecordings.
Significant increas es in staff time to review, redact, and process recordings for judicial
discovery and public records requests (PRA) seeking access to the camera recordings have
overwhelmed agencies.  The BPD Records Unit, along with other units including Property and
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Evide nce and Patrol, have become burdened with elements of this task and other matters
requested through the 6di sThstreedwill andaubtedlly P @®wtinue r. Thise s s
added and sometimes complex workload has negatively disrupted primary duties in each of

the units identified. As well, parceling out the responsibility for producing such records lends

itself to omission errors that can compromise legal proceedings and public trust in the agency.

The establ i shmentUnit6f wa tohD inswRbeappoopsidte staffing |, should be
considered to centralize the tasks required for co mpletion of these responses.

< In virtually all police studies conducted by CPSM, lack of communication is cited as a major
organizational impediment. That sentiment was expressed in Billings as well. In some cases, the
concern raised is justifiable, and in other cases, those who express the concern have
subjected themselves to selective awareness. In any event, open, constructive
communication is vital to any organization. CPSM suggests an op tion that involves executive
staff hosting a 0State of the De panmualmoresent éannbhal i ef i ng on
basis. During these briefings executive staff can give a short status report on important issues,
changes, new programs, etc. facing the department and encourage questions or input from
all employees. Such meetings should be scheduled so as to allow all shifts to participate. No,
this is not a panacea, but those who are truly interested in department activities outside of
their Owebksam get a better understanding of the depal
they may contribute to the betterment of the department. For those who have selective
awareness, they have only themselves to blame should they choose not to participate.
Another opti on involves status boards for major projects that the department is working on ,
and which can be displayed online, or in briefing and/or break rooms.  Employees not directly
involved in such projects are often unaware of the departmental work efforts, or at least the
status of these projects . We often hear, in many agencies, that employees are interested in
department efforts and plans , even outside of their work unit, and appreciate being included
in or at least informed  as to such .

< Qur data analysis focus ed on 2019 data so that we could use pre-COVID -19 information for
our assessment. It should be noted, and as will be observed in our reporting, crime, especially
violent crime, has largely been increasing over the past decade in Billings. Crime data
provid ed by the department for 2020 (see Section 3, Table 3 -2) reflects an alarming increase in
all categories of major crime.

< As noted previously, specific recommendations follow and are discussed in detail throughout
the report. These recommendations are offe red to enhance the operation of the Billings Police
Department. The recommendations provided are to ensure that law enforcement resources
are optimally deployed, operations are streamlined for efficiency, and services provided are
cost -effective, all while maintaining a high level of service to the City of Billings.

CPSM staff would like to thank Chief  Rich St. John, Assistant Chief House, Captains Korell, Harper
and Lawrence, and the entire staff of the  Billings Police Department for their gracious
cooper ation and assistance in completing this project.

@ - r - ~
C PS M Center for Public Safety Management, LLC




KEY RECOMMENDATIONS

Operations Division Recommendations  (Section 4).

Patrol Recommendations

1.

Take targeted action to mitigate conditions that
highest call volume locations and which accounted for a total of 3,941 police responses

overtheyear -l ong study period: Walmart (King St.), Wal
Albertsons (27th St.), and Holiday Stationstores (6th Av. N.). Replicate successful eff orts at

other locations as appropriate. (  See discussion on pp. 33 -34.)

Develop an alarm ordinance designed to reduce the frequency of false alarm responses,
and to recover response costs where multiple responses are required over the course of a
yearto a premises because of repeat false alarms. (See discussion on p. 35.)

The department should examine causative factors related to the extraordinarily high
amount odf-seéowvwiced time experienced at -rgdatedsent for
functions. ( See discussion on pp. 36 -37.)

Consideration should be given to adjusting shift schedule reporting times to align patrol
deployment more closely with community -initiated workload demands. Adding a fourth
reporting time would also serve to better balance staffing throughout the day. (  See
discussion on pp. 48 -49.)

Consideration should be given to incorporating civilians into the patrol work force. A new

employee classification of Police Service Officer (PSO) could be established for this purpose.

PSOs (sometimes ref erred to as Community Service Officers, CSOs) are commonly utilized in
agencies of Billings®6 semergendyorimeésavkheutsuspgctor t s on non
information, handle or assist with accident investigations, direct traffic, handle parking

complaints, and many other related duties. Use of CSOs is a highly cost -effective means by

which to address high workload demands while freei

more productive purposes. CPSM recommends that four FTE PSO positions be created, and
be assigned to shift reporting times covering daytime and early evening hours. (See
discussion on pp. 50 -51.)

Work with the 911/dispatch management team to identify causative factors leading to
excessively lengthy response times to high  -priority calls for service (11.9 minutes), and
specifically, the period after receipt of a call for service and the assignment of a unit to
handle such a call (7 minutes).  (See discussion on pp. 51 -53.)

Reconsider the practice of holding some high -priority calls until a zone unit becomes
available to handle it.  (See discussion on pp. 53 -54.)

Modify the computer -aided dispatch system operated by the Fire Department to enable

the capture of data on transient, homeless, and mental health -related calls for purposes of
future analysis. While calls related to this population are perceived to be a significant

contributor to workload demands , the present the CAD system is not used to isolate and
collect data related to these calls. The absence of such data limits accurate and detailed

analysis of the scope of the problem and leaves only anecdotal evidence as the source

from which to plan a pa  th forward in addressing it.  (See discussion on pp. 54 -55.)

To better track workload demands by division/unit, eliminate the use of employee badge
numbers for radio call signs and transition to radio call signs that reflect shift, zone, beat,
special assig nment, etc. (See discussion on pp. 55 -56.)
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K9 Recommendation
10. Acquire technology to more effectively track K9 information such as training, deployment,
seizures, bites, etc. (See discussion on pp. 58 -61.)

Support Services / Records Recommendations

11. The depar tment should take all reasonable steps to address the shortfall of successful
Records candidates through assessment of current staff skill sets, applicant screening, and
enhanced marketing. (  See discussion on p. 63.)

12. The use of volunteers to work the coun  ter on a regular basis is recommended, especially in
the light of the chronic shortage of Records staff. ( See discussion on p. 63.)

13. A department policy should be implemented directing personnel to answer voicemails in a
timely manner, backed by required su pervisory oversight, to help relieve the number of
phone calls that Support Services has to answer. ( See discussion on p. 66.)

14. Est ablish a oDiscovery Unitdé within the Support Servi
required for completion of judicial and PRA requests. Initial staffing should be not less than
1.5 FTEs. $ee discussion on p. 67.)

15. Complete the development of the Support Services Section manual that is in progress and
add reference policies specific to Records responsibilities in the departmen t manual. ( See
discussion on p. 67.)

16. In-house and vendor -supplied training should be instituted to ensure LERMS is being fully
utilized by all concerned. ( See discussion on p. 67 -68.)

17. To ensure compliance with UCR reporting guidelines for crimes and cleara nces, centralize
the responsibility for this function, limit the number of staff responsible, and provide frequent
re-training to appropriate staff. ( See discussion on p. 68 -69.)

18. Eliminate acceptance of cash at the Records public counter. ( See discussion on p. 69.)

Internet Crimes Against Children (ICAC) Recommendation
19. Transfer the ICAC officer from Patrol to the Investigations Division, Detectives. (See discussion
on p. 70.)

Investigations Division Recommendations (Section 5)

Detective s
20. Consider assigning detectives to specialized units such as crimes against persons, property
crimes, or family crimes. (See discussion on p. 72.)

21. Consider developing a formal on  -call agreement for detectives. (See discussion on p. 72.)

22. Evaluate the feasibility of transitioni ng to the use of transcription software to relieve  the
burden of transcriptions from the  Police Support Specialists. (See discussion on p. 73)

23. Hire one additional FTE Sergeant in Detectives and relieve the Street Crimes Sergeant and
Investigations L ieutenant from excessive supervis ory duties. (See discussion on p. 73-74.)

Case Management
24. Develop a policy and guidelines for case threshold decisions for determining case follow -up.
(See discussion on pp. 74 -75.)

25. Develop a policy and guide lines on case dispositions. (See discussion on pp. 74 -75.)

CPSM :



26. Transition to a case management software program that enables tracking of case activity
from assignment to closure, including performance benchmarks. (See discussion on
pp. 74 -75.)

Workload and Staffing
27. Conside r adding two FTE police officer positions in the Detective s Section to meet workload
demand. (See discussion on pp . 76-78.)

28. Consider creating one FTE Police Service Officer position to relieve detectives of rudimentary
duties. (See discussion on pp . 76-78.)

Crime Scene Investigation

29. Ifthe proposed development of a Crime Scene Investigations Unit is approved, phase out
the practice of detectives collecting trace and biological evidence at crime scenes. (See
discussion on pp. 78 -79.)

Augmenting Staffing
30. Consider using salary savings from vacant positions to hire retired police investigators for
temporary part -time positions. (See discussion on p. 80.)

31. Consider identifying ways that volunteers could be of help and recruit from Citizen Police
Academy gradua tes. (See discussion on p. 80.)

Street Crime s Unit
32. Develop a policy for the Street Crimes Unit, including its purpose, function, and goals. (See
discussion on p. 81.)

Detective Training
33. ldentify essential and desirable training courses for every position i n Detectives, including
civilian through managers.  (See discussion on pp. 81 -82.)

34. Create a formal training program for detectives and supervisors. (See discussion on
pp. 81-82.)
35. Develop operational/reference manuals for Police Support Specialists and dete ctives. (See

discussion on pp. 81-82.)

Task Forces
36. Conduct a n annual cost -benefit assessment relative to the department & continued
participation in each federal, state, and regional task force. (See discussion on pp. 82 -84.)

Crime Analysis
37. Ensure that data from crime reports taken online and at the CPC is promptly entered into
LERMS (See discussion on pp. 84 -85.)

38. Determine if IT is able to provide streaming data to the BPD to improve crime analysis. (See
discussion on pp. 84 -85.)

39. Consider writing a cri  me analysis policy to ensure the information developed by the Crime
Analyst is received by the appropriate persons, acted upon by such persons, and evaluated
for its usefulness. (See discussion on pp. 84 -85.)
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Property and Evidence
40. Identify essential, desir able, and on -going training classes for all Evidence and Property staff.
(See discussion on p. 86.)

41. Create a policy for the Evidence and Property function. (See discussion on pp. 86 -87.)

42. Develop an operational manual as a reference guide for Evidence Technicians. (See
discussion on pp. 86 -87.)

43. Include the number of items received and dispositioned or released in a monthly or quarterly
report. (See discussion on pp. 87 -88.)

44 Transfer responsibility for copying police video camera footage to the (proposed) Discovery
Unit. (See discussion on p. 88.)

45. Develop a policy describing audits and inspections of the Evidence and Property facility in
accordance with standards of the International Association for Property and Evidence. (See
discussion on pp. 8 8-89.)

46. Ensure that audits conducted of the Evidence and Property Unit include reports on total
inventory on hand to include the number of items received and disposed of during the time
period of the audit.  (See discussion on pp. 88 -89.)

47. Consider transition ing the Evidence and Property Li eut enant ds position to a
once the new evidence facility is in full operation. (See discussion on p. 89.)

Identification Technicians
48. Consider expanding the ID Tech Unit , with the goal of responding to crim e scenes for
evidence collection and processing. (See discussion on pp. 90 -91.)

49. Create five new FTE ldentification Tech positions and train them in accordance with IAPE
standards. (See discussion on pp. 90-91.)

50. Ensure that the ID Tech Supervisor in the pro posed unit has extensive training and
experience in crime scene evidence collection, processing , and preservation. (See
discussion on
pp. 90 -91.)

51. Develop a procedural manual to provide guidance and direction for the Identification Tech
unit. (See discussion on pp. 90-91.)

Professional Standards Division Recommendations (Section 6)

Personnel Complaint s
52. Implement a software -based IA investigation tracking system such as IAPro or similar. (See
discussion on pp. 95-96.)

5.1 AProds Blue Team modul e a n(a sirilarcdpabilitiesarrwhateney pr ogr am

program is chosen) should be included with the software purchase. (See discussion on
pp. 95 -96.)

54. Produce a detailed internal monthly management report mirroring the da ta published in the
annual report with , enhancements provided by an IA software program. (See discussion on
p.97.)

55. Under a proposed reorganization, re  focus the role of the Office of Professional Standards
Captain. (See discussion on p. 97.)
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56. Under a propo sed reorganization, add  to the Professional Standards Division, mid -level
supervisory positions who would conduct complaint investigations . (See discussion on p. 97.)

Use of Force

57. Itis recommended that the information typically included in the a nnual repo rt be
incorporated into a monthly management report to provide more timely information for
command staff review. (See discussion on p. 98.)

58. CPSM recommends development of a definition of minimal reportable force to provide a
clear threshold astothedepar t ment 6 s expectation of when reporting
written) is required. (See discussion on pp. 98 -99.)

59. CPSM recommends that, in the interest of clarity , policy provisions including duty to
intercede and report and de  -escalation provisions be incorporated into a comprehensive
revision of t hrcedelipya,totincleda reldted training requirements. (See
discussion on p. 99.)

60. CPSM recommends that a Use of Force Review Committee  be created and be  made up of
the Administrative Sergeant, Professional Standards Lieutenant, and a subject matter expert
on the nature of force used . The committee should be tasked with the analysis of use of
force incident s.(See discussion on pp. 99-100.)

61. Revise the force reporting mechanism to provide the Force Review Committee with relevant
and concise informationto  enable the Use of Force Committee to conduct an in -depth
analysis. (See discussion on pp. 99 -100.)

62. Arequ irement for an annual review of the force policy should be contained in department
training policy, along with other critical policies. (See discussion on pp. 99 -100.)

63. A department review of the increases in the use of force over the past two years should be
conducted to identify causal factors . (See discussion on pp. 100 -101.)

64. As recommended inthe Personnel Complaints section , the department should explore
utilizing 1A Pro software (or similar program) to track use of force incidents.  (See discussion on
pp. 100 -101.)

Training
65. Seek vendor training on the LERMS training module to better evaluate its potential use for
tracking training records . (See discussion on p. 102.)

66. Develop a comprehensive training plan that identifies specific mandatory and optional
training requirements. (See discussion on pp. 102 -103.)

67. Develop a master training calendar as a planning tool for ensuring the goals of the training
plan are accomplished.  (See discussion on pp. 102 -103.)

68. CPSM recommends the annual assessment  of training needs occur per current policy. (See
discussion on pp. 102 -103.)

69. Develop a department training manual to assist in the application of the training plan. (See
discussion on pp. 102 -103.)

70. Implement training that address es mental health situation s and de -escalation techniques ;
this training should be included in the annual training cycle. (See discussion on pp. 103 -104.)

71. BPD should determine a reasonable training cadre and seek additional funds to provide
increased optional training opportunities. (See discussion on pp. 103-104.)
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72. Require sergeants to develop relevant quarterly briefing training sessions compatible with
the environment. (See discussion on p. 104.)

73. Develop a formal Sergeant training program for newly promoted Sergeants to ensure proper
orientation to the position ; this training should include documented benchmarks. (See
discussion on p. 104.)

74. Establish a documented mandatory professional training policy for executives of the
department to include programs such as the FBI Academy a nd regional command schools
for all staff at the rank of lieutenant and above. (See discussion on p. 104.)

Held Training Program
75. Contrast and compare field training program  successes and failures to assist the department
in strengthening its program.  (See discussion on p. 106.)

76. Differences in field training  policy vs . practice should be reviewed and revised as necessary.
(See discussion on p. 106.)

77. Continue the goal of assigning trainees to the day shift to provide an additional level of
experience and exp osure to leadership. (See discussion on p. 107.)

78. Develop a training management report utilizing LERMS to track details of the field training
program and trainee outcomes. (See discussion on p. 107.)

79. LERMS training should be re -initiated so as to provide personnel the proper knowledge base
to utilize LERMS to its fullest. (See discussion on p 107.)

80. Develop and publish a field training program  manual. (See discussion on p. 107.)

Recruitment/Hiring/Background
81. Develop an expedited lateral hiring program and a llow for an open continuous application
process. (See discussion on p. 109.)

82. Examine the details of the BPD/HR recruitment statistical information to assist in focusing
recruitment efforts and resources.  (See discussion on p. 109.)

83. Therecruitmentstatisti cs shoul d be evaluated by management as
diversity hiring efforts. (See discussion on p 109.)

84. Applicant and new hire demographics, background failure rates and causes, successful
patrol trainees, reasons for attrition, and the trait s of successful applicants should be
continuously evaluated to ensure department resources are properly focused on recruiting,

hiring, and retaining desired personnel.  (See discussion on p 109.)
STEP
85. STEP functions should be bifurcated and a department traffic unit consisting of one Sergeant

and four traffic officers should be developed and be assigned to the Operations Division
(See discussion on pp. 110-114))

86. K9team sin STERshould b e transferred t o general patrol. (See discussion on pp. 110-114.)

87. Consideration should be given to establishing a citywide traffic management team that
would meet quarterly to examine engineering and education opportunities to reduce the
incidence of collisions and improve traffic flow at locations with a recurring high incidence
of accidents and/or congestion. (See discussion on p. 115.)

agement, LLC




Public Relations Officer
88. Review the Crime Stoppers reward process to ensure appropriate funding, distribution, and
accountability.  (See discussion on p. 117.)

School Resource Officers
89. Tansfer the SRO program from Professional Standards to Investigations Division, Detectives.
(See discussion on pp. 122 -123.)

90. CreateanewFTE Ser geant ds position t o s uf(Beerdiscussienon he SRO pr o
pp. 122 -123.)

Domestic Violence Investigator
91. Transfer the Domestic Violence Investigator (DVI) from Patrol to the Investigati ons Division,
Detectives. (See discussion on p. 123.)

92. Create one FTE police officer position to assist with the DVI 6 s c a(Seeldiscasdion on
p. 123.)

93. Consider creatinga family violence unit consisting of investigators and representatives from
Probation, Child Protectives Services, prosecutors, and victim advocates. Th is unit would
focus be on domestic violence, child and elder abuse, stalking, and threats. (See discussion
on pp. 123-124.)

Volunteer s
94. The Volunteer Program Coordinator should w  ork with Records Supervisor to explore the
deployment of volunteers at the Records counter. (See discussion on p. 124.)

Miscellaneous Recommendations  (Section 7)

Police Facility
95. Pursue opportunities to acquire and relocate to a police facility that will better serve the
needs of the community and department. (See discussion on p. 126.)

Jail

96. Work collaboratively with the County of Yellowstone, the courts, prosecutors and defense
attorney s, and community members to address the conditions that foster crime, including
the lack of adequate jail space in situations where custody is warranted. (See discussion on
p. 127.)

Succession Planning

97. ltis imperative that efforts be made to develop the future leaders of the department. The
focus cannot be limited to ranking officers, but must transcend the hierarchy of the
organization to prepare the next generation of command staff down through the future first -
line supervisors, both sworn and civilian.  In addition to formal educational opportunities (FBI
National Academy, Senior Management Institute for Police, etc.), assignment of
administrative tasks and to specialized units should be part of this plan. The
recommendations offered in this assessment o ffer the opportunity to place administrative
responsibilities on the shoulders of these first -line supervisors and mid -level management
staff. Finally, this cannot be an informal process, but must be a carefully developed and
written strategic plan.  (See discussion on p. 128.)
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Information Technology

98. CPSM recommends the department c reate a n Information Technology Committee to
address the department & technology needs as well as maximiz e the use of existing
technology. (See discussion on p.129.)

Civilian Car eer Ladder
99. Consider creating a civilian career ladder with lateral and upward opportunities. (See
discussion on p. 129.)

Department Polic ies
100.Strong consideration should be given to contracting with Lexipol for development and
maintenance of an improved policy manual. (See discussion on p. 130.)

101.Review critical policies on an annual basis to ensure that department practices align with
department policy, and that policies reflect best practices. (See discussion on p. 130.)

Proposed Reorganization (Section 8)

Organizational Restructure

102.Consideration should be givento  revising the organizational restructure to more closely align
similar work efforts and improve command and control. This is fully addressed in Section 8 at
the conclusion of this operational ~ assessment. (See discussion on pp. 131 -137.)




SECTION 2. METHODOLQ@sY

Data Analysis
CPSM used numerous sources of data to support our conclusions and recommendations for the

Billings Police Department. Information was obtained from the FBI Uniform Crime Reporting (UCR)
Program, Part | offenses, along with numerous sources of internal information. UCR Part | crimes
are defined as murder, rape, robbery, aggravated assault, burglary, larceny -theft, and larceny

of a motor vehicle. Internal sources included da ta from the computer -aided dispatch (CAD)
system for information on calls for service (CFS).

Document Review

CPSM consultants were furnished with numerous reports and summary documents by the Billings
Police Department. Information on strategic plans, pers onnel staffing and deployment, monthly

and annual reports, operations manuals, intelligence bulletins, evaluations, training records, and
performance statistics were reviewed by project team staff. Follow -up phone calls were used to
clarify information as needed.

Interviews

This study relied extensively on intensive interviews with personnel. On -site/in -person and
telephone interviews were conducted with all division/section commanders regarding their
operations.

Focus Groups

A focus group is an unstructure d group interview in which the moderator actively encourages
discussion among participants. Focus groups generally consist of eight to ten participants and

are used to explore issues that are difficult to define. Group discussion permits greater

exploratio n of topics. For the purposes of this study, focus groups were held with a representative
cross-section of employees within the department.

Operational/Administrative Observations

Over the course of the evaluation period, numerous observations were made . These included
observations of general patrol; investigations; support services such as records, communications,

property and evidence; and administrative functions. CPSM representatives engaged all facets

of department operations fvamadmoamobopartsipeicpawvte.obser

Staffing Analysis

In virtually all CPSM studies, we are asked to identify appropriate staffing levels. That is the case
in this study as well. In the following subsections, we will extensively discuss workload, operational
and safety ¢ onditions, and other factors to be considered in establishing appropriate staffing
levels. Staffing recommendations are based upon our comprehensive evaluation of all relevant
factors.
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SECTION 3. COMMUNITYAND DEPARTMENT
OVERVIEW

COMMUNITY

The City of Billingsis located in Yellowstone County, Montana , and serves as the county seat. The
city has a total land area of ~ 43.41 square miles ( as of 2010). The U.S. Census Bureau estimated

t he ci t9pdpudatiah thpproximately 109,577, a 5.1 percent increase over the 2010
population of 1 04,284. BillingsisMo n t a nnaogt popul ous city .

The City of Billingsis a mostly homogeneous community; its populationis  85.1 percent White
alone, not Hispanic ; 6.4 percent Hispanic /Latino ; 4.7 percent Amer ican Indian /Alaskan Native ;
3.1 percent two or more races ; and less than 1 percent each African -American and Asian.

In the City of Billings, the owner -occupied housing rate is  63.1 percent, compared to 68.3

percent for Yellowstone County as a whole, and  67.7 percent for the State of Montana . The rate

of persons per household in the city is at 2.30 compared to 2. 37 county -wide and 2. 39 for the

state. The median household income is $ 57,172 for the city, comparedto $ 59,117 county -wide,

and $ 52,559 for the state. Persons living in poverty makeupl O02percent of the cityos
comparedto 1l 0.9 percent county -wide, and 1 3.0 percent throughout Montana . This

comparison reflects that the city rates are not highly inconsistent with county -wide or state rates.

Owner -occupied housing and poverty rates are examined in our studies since lower home
ownership and higher poverty rates are often found in communities with higher crime rates. As

Bi | | ratesgiffes only marginally from state and county -wide rates, these do not appear to be
factors driving variations in crime rates from regional or state averages.

However, in our examin ation of crime data, we note that B illings suffers from an extraordinarily
high rate of crime. Anecdotal evidence  would suggest that nonresident populations that

frequent Billings are among the factors responsible for the phenomena. An additional
contributing factor  appears to be the  absence of meaningful sanctions and/or treatment  for
violations of minor offenses . Arrest d ata reflect that the same individuals are commonly arrested
multiple time s per year, generally for minor offen  ses such as intoxication, drugs, and theft. ~ This
repeat recidivism appearsto result from a lack of adequate jail space and/or effective mental
he alth and substance abuse treatment options.

The city is governed through the council/ administrator form of government.  As such, the Chief of
Police is a direct report to the City ~ Administrator .

DEPARTMENT

The Billings Police Department provides a fullra  nge of law enforcement services, excluding
custody operations and 911 dispatch . Itis the largest local law enforcement agency in the State
of Montana .

fety Management, LLC
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The department is guided by clear mission and core values statements as follows:

Mission
The Billings Police Department is committed to improving the quality of life through a customer
service, problem -solving partnership with the community.

Core Values
We are committed to delivering professional police service to Billings under the philosophy of
communit y oriented policing through:

N

COMMITMENT 6 Being responsive to the need for increased community livability

N

SERVICE Employing a customer service approach ~ Recognizing that our customers are the
community, other personnel within the department , and other city employees .

< PARTNERSHIB Utilizing a strong police -community partnership for problem solving
< INTEGRIY o Applying moral, ethical and professional standards

Uniform Crime Report/Crime Trends

While communities differ from one another in population, demographics, geographical

landscape, and social -economic distinctions, comparisons to other jurisdictions can be helpful in
illustrating how crime rates in the  City of Billings measure against those of other local Montana
agencies , comparative cities in other states,  as well as the Sate of Montana and the nation
overall. Nevertheless, one must still be cautious in interpreting comparative crime data. Many
variables unique to a community can affect crime rates.

The FBI &ds Uniform Crime Reporting (UCR) Program assembl
departments across the United States; the reports are utilized to measure the extent, fluctuation,

and distribution of crime. For reporting purposes, criminal offenses are divided into two

categories: Part 1 offenses and Part 2 offenses. In Part 1 offenses, representing the most serious

crimes, the UCR indexes incidents in two categories: violent crimes and property crimes. Violent

crimes include murder, rape, r  obbery, and aggravated assault. Property crimes include burglary,

larceny, and motor vehicle theft. Crime rates are expressed (indexed) as the number of

incidents per 100,000 population to allow for comparison.

This section presents information obtained fr  om Uniform Crime Reports (UCR) collected by the
Federal Bureau of Investigation (FBI) and M ontana Board of Crime Control. ~ The tables and
figures include the most recent information that is publicly available at the national level. This
includes crime repor ts for 2010 through 2019, along with clearance rates for 2019. Crime rates
are expressed as incidents per 100,000 population.

In the following table , in which we look at crime rate data for  Billing, comparative cities in

Montana and other states, and the n ation, one can see that Billingsreports extraordinarily high

crime rates for both violent and property crime scompared to statewide  averages and that of

the national average. Thisist ue as wel |l for Bi | | iAgamdhese figorespaier at i ve ci
indexed to reflect rates per 100,000 population.




TABLE 31: Comparison of Reported Crime Rates by Jurisdiction, Per 100,000

. . Crime Rates
City State Population -
Violent Property Total
Fargo * ND 127,423 450 3,122 3,572
Sioux Falls® SD 185,628 483 3,045 3,528
Bend * OR 100,588 154 1,908 2,062
Rochester * MN 118,267 216 1,881 2,097
Pueblo * CO 112,381 604 4,272 4,876
Fort Collins* CO 170,889 217 2,173 2,390
Belgrade MT 9,204 380 1,901 2,281
Bozeman MT 50,152 245 1,693 1,938
Columbia Falls MT 5,695 193 1,212 1,405
Great Falls MT 58,637 515 5,807 6,322
Havre MT 9,738 534 3,697 4,231
Helena MT 32,806 579 4,268 4,847
Kalispell MT 24,473 417 3,355 3,772
Laurel MT 6,768 414 2,615 3,029
Miles City MT 8,393 262 2,907 3,169
Missoula MT 75,422 411 4,086 4,497
Polson MT 5,075 512 3,882 4,394
Sidney MT 6,376 471 1,192 1,663
Billings MT 110,198 610 4,083 4,693
Montana 1,068,778 405 2,193 2,598
National 328,239,523 379 2,010 2,489

Note: Data for 2019; i ndexed per 100,000 population. Source: FBI Uniform Crime Report . *Identified as Billings
Comparative Cities.

The following t able shows the actual number of offenses  in Billings in 2019 and 2020 . The data for
2020are through November . These data were provided by the department as crime information
for 2020 is not yet available from the FBI UCR. As can be seen, the actual number of incidents for
2020 has increased, in some cases substantially, for all categories of crime . December figures are
still to be added.

TABLE 32: Reported Actual Part 1 Offenses in Billings, 2019 and 20 20*

Crime 2019 2020*
Murder/ Manslaughter 3 12
Rape 75 97
Robbery 98 138
Aggravated Assault 499 679
Burglary 608 720
Larceny 3,266 4,148
Vehicle Theft 625 856

*Note: FBI data for 2020 not yet available. Dataf  or 2020 provided by BPD Crime Analysis based upon
Records Management System data.




Figure 3-1 reflects the trend in Part 1 crime over the past ten years in Billings. It shows that violent
crime has increased slowly yet steadily over that period, while property crime fluctuated

somewhat between 2010 and 2017, then trended downward in 2018 and 20 19. The highest
violent crime rate of this period occurred in 20 19 at 610 (indexed). The lowest rate, occurred in
2010 at 273 (indexed). The highest property crime rate occurred in 20 17 at 5,458 (indexed), with
the low in 2019 at 4,083 (indexed) . Violent ¢ rime in Montana has steadily risen over the past 10
years, led by Billings, while the national average for violent crime has declin ed (see Table 3 -3).

FIGURES3-1: Billings Reported Violent and Property Crime Rates, by Year
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Figure 3-2 shows a comparison of combined violent and property crime rates for Billings and the

State of Montana for the period of 2010 through 2019. It reflects the observations made in Figure

3-1 and in Table 3 -3 (which follows) , notably, that while overall crime has trend ed downward

over the past two years, the declines are driven by property crime rates. The violent crime rate in
both Billings and across the state is rising at an alarming rate.

FIGURE3-2: Reported Billings and Montana Overall Crime Rates, by Year
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Table 3-3 compares crime rates in Billings to both the state and national rates year by year for the period 20 10 through 201 9. Again,
these data are indexed per 100,000 population. It is provided for illustration purposes only.

TABLE 33: Reported Billings, State, and National Crime Rates, by Year, 20 10062019

Billings Montana National
Population |Violent |Property | Total |Population |Violent |Property | Total | Population |Violent |Property | Total
2010, 104,170 273 4,822 | 5,095| 1,055,270 255 2,381| 2,636| 314,170,775 393 2,833] 3,225
2011 105,095 299 4,467 | 4,766 | 1,064,639 256 2,220| 2,476| 317,186,963 376 2,800| 3,176
2012 106,371 358 4,527| 4,885| 1,071,788 259 2,411| 2,670| 319,697,368 377 2,758] 3,135
2013 107,802 395 5,208| 5,603| 1,078,577 264 2,379| 2,642| 321,947,240 362 2,627 2,989
2014| 110,245 381 4,500 4,881 | 1,087,522 298 2,302| 2,601| 324,699,246 357 2,464 2,821
2015 109,997 442 4,730| 5,172| 1,099,717 327 2,452| 2,779| 327,455,769 368 2,376| 2,744
2016 111,447 463 4,689 5,152| 1,101,927 352 2,547| 2,899| 329,308,297 383 2,353| 2,736
2017 111,317 493 5,458| 5,951| 1,050,493 377 2,592| 2,969| 325,719,178 383 2,362| 2,745
2018 110,397 542 4,779 5,321 | 1,062,305 374 2,496| 2,870| 327,167,434 369 2,200| 2,568
2019 110,198 610 4,083 | 4,693| 1,068,778 405 2,193| 2,598| 328,239,523 379 2,010| 2,489

Year

Table 3-4 reflects actual rates of crime occurrences rather tha n indexed rates. As well, this table reflects cases cleared by  arrest and
prosecution, both as actual numbers and as a percentage of crimes committed. Crime clearance rates are defined by standards
established in the FBI Uniform Crime Report guidelines 6 t hese gui deoimplen eiteriathatwill e vurther add ressed in
reporting on the Detective function later in this report.
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TABLE 34: Reported Billings, State, and National Crime Clearance Rates

, 2019*

Crime Billings Montana National
Crimes |Clearances | Rate | Crimes | Clearances Rate Crimes Clearances* Rate
Murder Manslaughter 3 2 67% 35 20 57% 14,325 8,796 61%
Rape 75 10 13% 614 72 12% 124,817 41,065 33%
Robbery 98 38| 39% 210 82 39% 239,643 73,091 31%
Aggravated Assault 499 285 57% 2,601 1,486 57% 726,778 380,105 52%
Burglary 608 58 10% 2,688 357 13% 981,264 138,358 14%
Larceny 3,266 835 26% 19,152 3,923 20% 4,533,178 834,105 18%
Vehicle Theft 625 76 12% 2,234 400 18% 655,778 90,497 14%
Note: *National clearance counts were calculated from crimes and clearance rates, as these numbers are not directly available from the FBI.
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Department Authorized Staffing Levels

The following table

reflects the authorized staffing levels for the department for

FY 2019 through

2021. Staffing levels will be addressed throughout the report as we discuss specific operating

sections. This table is simply intended to provide a broad overview of staffing levels for the past
three years.
TABLE 35: Authorized BPD Staffing Levels for Fiscal Years 201 962021
Position 2018/2019 | 2019/2020 |2020/2021 | 2020/2021 Vacant
Budgeted | Budgeted | Budgeted Actual
Sworn Personnel
Chief 1 1 1 1
Assistant Chief 1 1 1 1
Captain 3 3 3 3
Lieutenant 5 6 6 6
Sergeant 16 16 16 16
Officer 120 120 126 128
Sworn Total 146 147 153 155
Civilian Personnel
Administrative Coordinator 1 1 1 1
Administrative Support Specialist 1 1 1 1
Senior Office Assistant 1 1 1 1
Identification Supervisor 1 1 1 1
Identification Tech 1 1 1 1
Evidence Tech 3 3 3 3
Records Supervisor 1 1 1 1
Police Support Specialist 13 13 13 11 2
Animal Control Supervisor 1 1 1 1
Animal Control Officer 4 4 4 4
Public Safety Tech 3 3 3 3
Crime Analyst 1 1 1 1
Training Coordinator 1 1 1 1
Quartermaster 1 1 1 1
Volunteer Coordinator 1 1 1 1
Total Civilian 31.3 31.3 31.3 29.3
Total Authorized Personnel 177.3 178.3 184.3 184.3

The city and de partment are to be commended for efforts to

Very rarely are police agencies at or near full staffing,

percent of authorized staffing, both sworn and civilian.

CPSM

limit the number of vacancies.

and can often be down by 5to 15




SECTION 4.O0PERATIONDIVISION

The Billings Police Department Operations  Division provides the community with a full range of

police services, including responding to emergencies and calls for service (CFS), performing

directed patrol activities, engaging in neighborhood problem solving, traffic enforcement, and
investigative f ollow -up. The division is comprised of two major sections : Patrol and Records.
Subunits of Patrol include K9, officers assigned to  the Billings Clinic, and the Court Officer.  We will
address each separately , which will enable the reader to better comprehend each function

and its independent as well as collective value in providing policing services to the City of

Billings.

The Operations Division serves under the direction of a Captain . Three Lieutenants are assigned
to the Operations Division, each as a patrol shift commander. A civilian Records Supervisor
oversees day -to-day operations of the Records  Division. The following table shows current
authorized (budgeted) and actual staffing levels.

TABLE 41: Operations Division A uthorized Staffing Levels for FY 2020/2021

Position 2020/2021 2020/2021 Vacant
Authorized Actual
Sworn Personnel

Captain 1 1
Lieutenant 3
Sergeant 12 12
Patrol Officer 78 80 2 Over
K9
Billings Clinic
ICAC*
Court Officer

Total Sworn 104 106 2 Over

Civilian Personnel

Records Supervisor 1 1
Police Support Specialist 13 11 2
Quartermaster 1 1
Radio Technician 1 1
Public Safety Tech 3 3

Total Civilian 16.3 14.3 2

Total Authorized Personnel 120.3 120.3

*Thisposition is budgeted to the Operations Division, but works under the direction of the Investigati ons

Division. CPSM recommend s correctly aligning this budgeted position in the next budget cycle.




PATROLSECTION

Uni formed patrol i s conéiaferrlende rtihcea ndo bpaoclkibcoinneg .
important function are the most visible members of the department and command the largest

share of resources committed by the department. Proper allocation of these resources is critical

to the department & sapab ility to respond to emergency calls for service and provid e general
law enforcement services to the public.

Patrol functions of the Operations Division include patrol, K9, and deployments at the Billings
Medical Clinic. It should be noted here thatt  here are a number of special assignments such as
traffic (STEP)downtown foot -beat, school resource officers,  parks officer, and crime suppression
officers that provide policing services in the field ; however, they are assigned to other

department divisions and will be discussed in the report s ections that will follow

8§88
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The following figure depicts the department & current patrol areas, defined as zones and beats

FIGURE4-1: BPDResponse Zones and Beats
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Patrol Section Staffing and Deployment

Patrol is comprised of an authorized complement of 3 lieutenants, 12 sergeants, and 78 police
officers. At present, there are two more officer positions than authorized in the budget, although
these positions are reportedly authorized by the City Administrator. ~ This complement of
personnel is responsible for 24/7 policing services in the City of Billings.

While Table 4-1 shows that the patrol force is overstaffed, this includes officers in training status
who cannot be count  ed as providing full services. At present, there are five officers in the state
police training academy and one in the department & &eld training program. As such, the
department has 74 full-service police officers.

Additionally, three K9 officers (three additional in STEP), two Billings Medical Clinic officers , and
one Court officer are assigned under the patrol umbrella . We will address the se in separate
reporting later in this section.

Work Schedules /Deployments

All Patrol Section personnel work a 4/10 schedule, that is to say , four days per week at ten hours
per day. Personnel are to a large extent evenly spread between three primary patrol shifts. Each
patrol shiftis headed by a Lieutenant, supported by four =~ Sergeants, and served by

approximately 25 police officers.

The following schedule represents the current shift configuration for patrol officers at the BPD:

< Day shift 6:00 a.m.to 4:00 p.m.
< Afternoon shift 2:00 p.m. to midnight .
< Night shift 9:30 p.m.to 7:30 a.m.

This schedule results in shift overlaps from 6:00 a.m. to 7:30 a.m., 2:00 p.m. to 4:00 p.m., and 9:30
to midnight daily. Overlapping shifts on a 4/10 schedule are inevitable. What must be
considered is whether the reporting times and overlap periods match peak workload demand
periods, and whether the additional resources available during those overlap periods are utilized
appropriately. As we examine deployment and workload demand later in this section, we will
strive to answer those questions.

The number of patrol officers ava ilable for a ny given shift isaffected by both  the number of
officers assigned as well as the impact of time off associated with vacations, training, court
appearances, FMLA, illness/injury, military leave, etc. The combination of these leave factors

gener ally results in officers being unavailable for a shift at a rate of 20 to 25 percent of the time.
In Billings for instance, based upon present available staffing, while a daily shift generally calls for
14 patrol officers to be deployed , only 11 may report to work due to the various leave factors.

Additional field staffing includes shift sergeants , averaging two per shift. ~ And while their primary
role is to provide direct field supervision, at times of heavy workload, they may be called upon to
assist inmeeting call workload demand.

As noted, a variety of special assignments such as K9  officers , Billings Clinic officers, downtown
business officers, traffic officers (STEP), a street crime unit, school resource officers , and a Parks
officer are available to  support patrol in emergencies.  Each will be examined in this report.

fety Management, LLC




Minimum Patrol Staffing

The department has established a minimum staffing level at nine police officers at all times. The
minimum staffing level is addressed in Policy 12 -3, last update d in 2015. This staffing enables a
minimum of one officer to be deployed to each of the nine patrol beats as reflected in

Figure 4-1. Given the present staffing level, minimum staffing is generally met without the need

for overtime deployments. When addit ional staffing is available, those officers are assigned to

the busier beats, such as B -2. It is important to note that minimal staffing does not represent

optimal, or even adequate staffing, it simply reflects that there are enough personnel available

to cover each beat and respond on emergency calls, though not necessarily in a timely fashion.

We will address response times to both emergency and non -emergency calls later in this section.

In virtually all CPSM studies we are asked to identify appropriate s taffing levels. That is the case in
this study as well. In the following subsections, we will have an extensive discussion on

deployment, workload , and other factors to be considered in establishing staffing levels. Upon
thorough evaluation of all contribu ting factors, we will make staffing recommendations.

Supervision
It is common policing practice at agencies of Billings size and staffing alignment that a
L eutenant serves as the patrol OlLwaenante spend muoleoh der . 6 | n d

their time in the station handling various administrative and supervisory duties related to patrol

shift operations . In Billings, each of th ree shifts are led by a Lieutenant. And while they have
extensive administrative responsibilities, the vy often spend time in the field overseeing shift
operations. Gi ven t he d esgalfotsemgce dethands, they often find themselves

assisting with the call load. For that matter, this is true of the patrol ~ Captain, and Assistant Chief
and Chief as well on occasion .

The Lieutenants work a 4/10 schedule.  As such they are generally available four days per week.
On their days off, apatrol S rgeant serves as theodowatch commander

Sergeants, on the other hand, are generally responsible for field supervision and serve as

additional staffing in support of patrol officers during especially busy periods. They meet a critical
need in directing and supervising field operations on a 24/7 b asis. Absence of proactive field
supervision in policing creates significant liability for an agency. As is the case with lieutenants,

sergeants work a 4/10 schedule.

While one -half of the department & Lieutenants and three -quarters of the Sergeants are as signed

to Patrol, this staffing level is barely minimal given a 24/7 deployment. In effect, at most periods

during the work week, a shift is deployed with one Lieutenant, and two field Sergeants. On the

i eutenantsd days of f, shijbisttwoSargeantso Addidonal slipeisiomise d wi t h
avail able during overlap periods, which only all ows su|j

duties, including those of collateral assignments.

As we discuss supervisory staffing in other divisions , or the lack thereof, we will make
recommendations for staffing enhancements in those divisions. If those recommendations are
accepted, and additional staffing is allocated, the department should examine the opportunity

to reduce the number of collateral duty assi gnments that burden patrol supervisors.
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Call / Workload Demand

As noted in the Executive Summary, our work followed two tracks: (1) the operational

assessment, and (2) a data analysis of workload, primarily related to patrol and patrol -related
functions . In the following pages , which are focused on the Patrol Section, we draw upon the
data analysis report to assist in our operational assessment. The data analysis report, in full, can

be found following the operational assessment and readers are enc ouraged to thoroughly
review it. The data analysis is rich with information, only a portion of which is included in this
segment of the report.

For purposes of our analysis, we use computer  -aided dispatch (CAD) records supplied by the

ci t y d/slispatdhlcenter , which is operated under the direction of the Fire Department . These
records pertain to identifiable workload associated with specific units and are the most

accurate, verifiable, and comprehensive records available.

It is important to note thatin  reporting on deployment and workload in this section, the
department requested that we analyze the workload of patrol ~ -related functions to include basic
patr ol, K9, downtown business district officers, the Strategic Traffic Enforcement Program (STEP)
offic ers, Billings Clinic officers, and the Parks officer . Their collective workload is included in the
analysis that will follow beginning with Table 4  -2. As previously noted, w hile these units and
officers represent the core of the field deployment that respo nd to general calls for service,
neither STER, the downtown business association officers  , or the Parks officer are assigned to the
Operations Division. As such, while their workload will be reflected here, additional information

on these units will be rep orted on in Section 6

Crime statistics for the City of Billingsindicate a relatively high level of both violent and property
crime in comparison to the State of Montana and national levels . These figures were discussed in
Section 3 and depicted in Table  3-1.

Prevention of crime and the apprehension of criminals are at the forefront of responsibilities for
police departments, but demands on police resources involve much more than crime. Traffic
enforcement, the efficient flow of traffic through the commun ity, and maintaining peace and
order are but a few of the many such noncrime activities that fall into the scope of work of a

police department. As we examine workload demands we will explore all activities.

Table 4-2 presents information on the main categ ories of calls for service the department
handled during the study period of January 1, 2019 through December 31, 2019.

The 911/dispatch center recorded approximately 7 9,694 calls that were assigned call numbers
and which include an adequate record of a r esponding unit. Again, this does not reflect all calls
handled by the department, but those of the patrol -related units as described above. When
measured daily, the department reported an average of 2 18 patrol -related calls per day. Th e
table does not incl ude events for directed patro |, calls in which fewer than 30 seconds  were
spent on the call (indicating the call had been cance lled), and out -of-service activities. As we
examine workload demands in detail , we will include all activities. Also, the number of calls
shown includes both officer -initiated activity and community -initiated activity, that is, calls from
residents, alarm companies, transfers from other law enforcement agencies, etc.

@ - r - ~
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